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The Project deployed Release 3.12 (R3.12) to production on 2/14/2021. Post-production issues and deprecated system 

functionality resulted. Due to the higher volume of post-production defects, BHA is pursuing a Root Cause Analysis (RCA) to 

address the R3.12 defects, which IV&V recommended and believes should be instituted as part of all future post-production 

deployment activities to promote continuous quality improvement. 

IV&V continues to monitor high criticality findings for release deployment, regression testing, quality, and Microsoft Issues. We 

encourage the Project to consider our recommendations to mitigate risk and avoid the reoccurrence of issues in upcoming 

planned releases. 

Initial production deployments for both the IDM and Semantics Layer workstreams were completed on 2/26/2021. Efforts to 

prioritize the planning for additional workstream phases are underway.

Dec Jan Feb Category IV&V Observations

Sprint 

Planning

Although IV&V continues to recommend the need for skilled MS Dynamics resources to 

permanently support BHA’s technical needs, CAMHD’s recruitment activities continue to 

be delayed due to lack of administrative approvals to post the open IT Technician 

position. The rating for this category remains Yellow (medium criticality) for the February 

reporting period. IV&V will continue to monitor this category moving forward.

User Story 

(US) Validation

There are no active findings in User Story (US) Validation category which remains Green 

(low criticality) for the February reporting period. IV&V will continue to monitor the US 

development and validation process in upcoming reporting periods.

Test Practice 

Validation

The project deployed R3.12 to production in February which again resulted in post 

release defects and deprecated system functionality. The project is performing an RCA to 

determine the source of defects as it pertains to testing. IV&V continues to recommend 

the development of automated regression test scripts. The rating for this category remains 

Red (high) for the February reporting period. IV&V will continue to monitor this category in 

upcoming reporting periods.
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Dec Jan Feb Category IV&V Observations

Release / 

Deployment 

Planning

The criticality rating for this category remains Red (high) for the February reporting period. 

Deployment issues continue to negatively impact releases, as experienced with R3.12 in 

February. The project is actively performing an RCA to determine the source of defects as 

it pertains to releases/deployments. IV&V will continue to monitor this category in March.

OJT and KT 

Sessions

The criticality rating for the OJT and KT Sessions category remains Green (low) for the 

February reporting period with no active findings.  

Targeted KT

The Targeted KT criticality rating remains Green (low) for the February reporting period. 

The Project Team has completed planning efforts for the KT sessions on Semantics 

Reporting and IDM tools, and has moved forward with the execution of the KT plan. IV&V 

will continue to monitor this category moving forward.

Project 

Performance 

Metrics

The Project met its performance metrics for R3.12. IV&V will keep the criticality rating for 

this category a Green (low) and will continue to monitor this category moving forward.

Organizational 

Maturity 

Assessment

The criticality rating for the Organization Maturity Assessment (OMA) will remain Green 

(low). Planning efforts for the next OMA (in March) is currently in progress.

Project 

Management

Quality issues that impact DDI activities continue to be an IV&V concern. The Project has 

implemented formal RCA processes to identify the cause of ongoing defects which should 

help to improve overall quality. BHA Leadership bandwidth also remains a concern for 

IV&V. The criticality rating for this category remains Yellow (medium) for the February 

reporting period. IV&V will continue to monitor this category in March.
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As of the  February 2021 reporting period, there are a total of ten open findings – four High Issues, two Medium Risks, and four

Low Risks spread across the Sprint Planning, Release / Deployment Planning, Test Practice Validation, Targeted Knowledge 

Transfer, and Project Management assessment areas.
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Assessment Categories

Throughout this project, IV&V will verify and validate activities performed in the 

following process areas:

• Sprint Planning

• User Story Validation

• Test Practice Validation

• Release / Deployment Planning

• On-the-Job Training (OJT) and Knowledge Transfer (KT) Sessions

• Targeted Knowledge Transfer (KT)

• Project Performance Metrics

• Organizational Maturity Assessment

• Project Management

fi 
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Sprint Planning

# Key Findings
Criticality 

Rating

8

Medium Risk - The BHA Technical Team bandwidth may not be adequate to meet the needs of the 

project, which could compromise project productivity.  Due to lack of administrative approvals, the 

internal BHA efforts to post and fill technical positions have slowed. CAMHD is hopeful that the open IT 

Technical position will be posted in March. IV&V will continue to monitor. 

Recommendations Status

• The Project should investigate mechanisms of increasing the bandwidth of the BHA Technical Team, either 

by adding resources through new hires, or vendor contracts. 
In progress

• The Project should assess, where possible, if there are responsibilities of the BHA Technical Team that can 

be reassigned to other project staff. 
In progress

• The Project should evaluate where process inefficiencies can be addressed and streamlined to possibly free 

up the BHA Technical Team’s availability. 
In progress

• The Project should consider the formation of a first level M&O resource team to triage/address production 

defects in a timely manner, without disrupting new development work.
In progress

• The Project should consider procurement of an online training toolset to support OCM and technical efforts to 

offset the need for in-person training.
Completed

M0 
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Test Practice Validation

# Key Findings
Criticality 

Rating

2

High Issue – As a result of regression testing not being consistently performed, production 

releases are breaking and/or deprecating existing functionality in the production environment. 

R3.12 was promoted to production on 2/14/2021. Approximately thirteen new defects resulted from the 

release; one was a critical CAMHD defect involving the workflow for progress notes which required a fix 

to production on 2/25/2021.

BHA initiated an RCA for the R3.12 defects to help with quality improvement and to ensure these same 

issues do not recur in future releases. Completion of the RCA is expected in early March. 

IV&V notes that DOH is working with Microsoft to schedule time in March/April to commence the efforts 

for regression testing automation. This functionality is expected to provide repeatable, automated 

regression test efforts for CAMHD and DDD in downstream releases. DOH is working to identify both 

internal DOH and external Microsoft resource participants for this effort. 

Recommendations Status

• Updating the regression test scripts to ensure consistency with system configuration. Completed

• Modifying release schedules to allow for regression testing timeframes. Completed

• Planning releases by functionality type to avoid unnecessary repetitive work being performed in any given 

section of the solution. 

Completed

H• 
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Release / Deployment Planning 

# Key Findings
Criticality 

Rating

19

High Issue - Due to on-going deployment processes and technical execution issues, the project 

may continue to encounter defects and challenges in meeting projected timelines for production 

and non-production deployments. R3.12 was promoted to production on 2/14/2021. Approximately 

thirteen new defects resulted from the release. One of these defects was a critical CAMHD defect involving 

the workflow for progress notes which required a fix to production on 2/25/2021.

BHA initiated an RCA for the R3.12 defects to help with quality improvement and to ensure these same 

issues do not recur in future releases. Completion of the RCA is expected in early March. 

Recommendations Status

• Develop a plan to institutionalize the execution of “Smoke Testing” for promotions to non-production and 

production environments. This will help to ensure that all components needed to test have been properly 

deployed prior to the actual execution of test activities.

Open

• Work in collaboration with RSM to establish a transition plan for DOH to assume all deployment activities to 

ensure complete ownership of these processes. This should assist with consistency in approach and execution 

going forward.

Open

• As appropriate, consult with RSM on best practices that BHA could employ to support deployment. In Progress

H• 
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Release / Deployment Planning (cont’d) 
Recommendations Status

• Look at implementing 'hard' code freeze dates as well as test environment deployment dates to ensure that 

testing and deployment activities are not rushed.
Completed

• Request the assistance of the RSM Solution Architect in reviewing and correcting issues associated with 

consistency of the configurations across environments, ensuring that the test environment is capable of 

testing ALL functions of any given release without the need for using multiple test environments.

In Progress

• Request the assistance of the RSM Solution Architect in review of deployment scripts as a double check for 

accuracy and completeness prior to commencing deployment activities.
In Progress

• Ensure an operational and fully functional test environment is available to effectively conduct end-to-end 

regression testing prior to deploying a release to production.
Completed

• The Project Team should consider evaluating potential changes to improve/enhance existing processes and 

communications to address current release/deployment shortfalls.
In Progress

• IV&V recommends performing an RCA in collaboration with RSM for the continued concerns surrounding 

environment differences. 
In Progress

• IV&V recommends updating the Project’s Configuration Management Plan to address the current needs of 

the Project. This should include specific checklists geared at ensuring repeatable promotional processes by 

DOH.

Open

• Due to an error prone process of 'cherry picking' what is and what is not ready for deployment, IV&V 

recommends that DOH and RSM collaborate to determine an improved manner for managing DOH  

environments. 

New

fi 
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Release / Deployment Planning (cont’d) 

# Key Findings
Criticality 

Rating

18

High Issue - Due to consistent technical issues requiring escalation to Microsoft, some project 

efforts are being delayed. BHA continues to work with Microsoft on technical issues as they arise in 

the Government Community Cloud (GCC) instance. IV&V will continue to monitor this finding.

Recommendations Status

• IV&V recommends the project to continue to monitor the status of outstanding Microsoft tickets and to 

escalate the priority of these tickets as deemed necessary.  

In Progress

H• 
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Project Management

# Key Findings
Criticality 

Rating

10

Medium Risk -The COVID-19 pandemic and related "stay at home" order could hinder project 

activities and negatively impact the project schedule and budget. As reported in January, there 

were no substantive changes observed for this finding in February. The Project continued to maintain its 

ability to operate with staff working remotely. IV&V continues to note that there may be potential future 

budget actions by the Governor due to projected State budget shortfalls, including furloughs that are 

planned to be re-evaluated in July.  If realized, these actions could have negative effects on project 

funding.

Recommendations Status

• IV&V recommends BHA to ramp up efforts to setup, train, and assist stakeholders on remote work devices 

and tools and make every effort to help them to become highly functional with remote access technology (e.g.

MS Teams/Skype).                                                      

Completed

• IV&V recommends the project and DOH create a detailed, documented risk mitigation strategy and plan that 

is reviewed regularly and revised to address the current state of the COVID-19 threat and related impacts 

over the next 6 to 12 months. 

In Progress

• IV&V recommends updates to the OCM Plan to include any new activities or updates to planned activities to 

aid the organization through this COVID-19 situation in the short and long term.
Open

M0 
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Project Management (cont’d)

# Key Findings
Criticality 

Rating

15

High Issue - Due to multiple quality concerns, the project may continue to face impactful system 

defects. R3.12 was promoted to production on 2/14/2021. Approximately thirteen new defects resulted 

from the release. One of these defects was a critical CAMHD defect involving the workflow for progress 

notes which required a fix to production on 2/25/2021.

BHA initiated an RCA for the R3.12 defects to help with quality improvement and to ensure these same 

issues do not recur in future releases. Completion of the RCA is expected in early March. 

IV&V notes that DOH is working with Microsoft to schedule time in March/April to commence the efforts 

for regression testing automation.  This functionality is expected to provide repeatable, automated 

regression test efforts for CAMHD and DDD in downstream releases.  DOH is working to identify both 

internal DOH and external Microsoft resource participants for this effort. 

Recommendations Status

• Perform revenue neutrality fiscal balance testing on a quarterly basis to ensure revenues are as expected. In Progress

• Perform typical project testing including System Integration, User Acceptance, Performance, and Regression 

Testing.
In Progress

• Assign dedicated resources to provide oversight of CAMHD Fiscal Processes. In Progress

H• 
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Project Management (cont’d)

Recommendations Status

• BHA and RSM to collaborate on the necessary revisions to the submitted design deliverables to increase 

level of detail and quality.
Completed

• Monitor implemented improvements for effectiveness. In Progress

• Evaluate existing project staff skills and experience level to ensure they meet BHA support requirements. Open

• IV&V recommends performing an RCA in collaboration with RSM after all future release deployments for 

continual quality improvement.
New

fi 
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Project Management (cont’d)

# Key Findings
Criticality 

Rating

13

Low Risk – PII/PHI data in non-production environments. There were no substantive changes for 

this finding in February. BHA is establishing a plan for managing its PHI/PII data in non-production 

environments. Based on continued delays, it is unclear when this important security activity will be 

completed. 

Recommendations Status

• IV&V recommends if production data is necessary in any non-production environment that DOH establishes a 

plan for effectively managing the security of the PII/PHI data, including the potential masking of data. 
In Progress

• IV&V recommends that DOH mitigates this finding by minimizing and/or masking PHI/PII data in designated 

non-production environments. 

In Progress

• IV&V recommends DOH consider limiting the volume of environments and access necessary to support 

development work, which should help minimize this risk.
Open

L
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Project Management (cont’d)

# Key Findings
Criticality 

Rating

12

Low Risk – DDD Project resource shortages may have a continued negative effect on user 

adoption, training, and overall OCM activities. Training videos using the new toolset were nearing 

completion by the end of February. DOH is currently reviewing the drafts of the second set of videos and 

work is progressing well. IV&V will continue to monitor this finding until DDD has had sufficient time to 

determine the overall quality of the training work products and whether the new toolset is addressing 

user adoption and staffing shortages for these task efforts. 

Recommendations Status

• IV&V recommends that BHA does as much as possible within its sphere of influence to increase user 

adoption and training. This includes procurement of the online training toolsets to offset the need for in-person 

training, and adding staff as needed to support OCM and technical efforts. 

In Progress

• IV&V recommends DOH perform a detailed investigation of the specific variations as to how the system is 

currently being used by the user community. Consequently, users would be provided with constructive 

feedback on how the system should be utilized where gaps exist. This will likely lead to additional refresher 

training to close identified system knowledge gaps. 

In Progress

L
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Project Management (cont’d)

# Key Findings
Criticality 

Rating

14

Low Risk – Project unable to access activity logs. BHA continued this effort in February despite a 

workaround being necessary from Microsoft due to a layering issue. Based on continued delays, it is 

unclear when this important security activity will be completed. IV&V will continue to monitor this finding.

Recommendations Status

• IV&V recommends that DHS continues to collaborate with Microsoft until the activity logging feature is 

available in all BHA non-production environments.

In Progress

L
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Project Management (cont’d)

# Key Findings
Criticality 

Rating

17

Low Risk - The bandwidth of CAMHD Leadership is being hampered by planning tasks and 

activities for assessing project expansion to other divisions. CAMHD Leadership continued to 

spend upwards of 1/3 of available time in the planning effort for Phase 4 of the Project, which is intended 

to expand the D365 solution to the remaining DOH divisions. The level of dedication to this effort is 

certain to continue to increase in the coming months. IV&V will continue to monitor this finding.

Recommendations Status

• IV&V recommends CAMHD look for opportunities to augment the management staffing for planning Phase 4 

and M&O work.

In Progress

L
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Project Management (cont’d)

# Key Findings
Criticality 

Rating

20

New Preliminary Concern – The pending RSM contract expiration will require BHA to perform 

transition of the D365 solution to the State prior to contract end. The RSM contract for Phase 3 is 

currently planned to complete in September 2021. BHA will need to ensure that it has all knowledge 

transfer and is fully capable of managing all aspects of supporting and maintaining the D365 solution 

without vendor support until at least the Phase 4 expansion effort is procured and initiated. The Phase 4 

effort is currently expected to commence late in the 4th quarter of 2021, or early in the first quarter of 

2022. The Phase 4 procurement scope is planned to include additional DD&I activities, as well as M&O 

support activities.

N/A

fi 
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Project Performance Metrics

Metric Description IV&V Observations IV&V Updates

Velocity

• Review and validate 

the velocity data as 

reported by the project

• Verify the project is on 

pace to hit the total 

target number of 

US/USP for Phase 3

February – Available velocity was estimated at 

300 user story points for R3.12. A total of 251.27 

USPs (83%) were completed (17.77 in an MSD 

on 1/15/2021, and 233.5 in R3.12 on 2/14/2021). 

IV&V notes that RSM includes USP counts from 

Mid Sprint Deployments prior to a planned 

release as component of the planned release.

Overall, the cumulative Phase 3 targeted USPs 

through R3.12 was planned for 1,038.  The 

cumulative completed USPs total is currently 

1349.3.

N/A

fi 
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Project Performance Metrics (cont’d.)

Metric Description IV&V Observations IV&V Updates

Defect Metrics

Understand and track the 

following:

• Defects by category 

(bug fixes)

• US Points assigned to 

defects in a release vs 

US Points assigned to 

planned US in a 

release

February – R3.12 was comprised of 233.5 

USPs that were released to production. 

• 83% of the total USPs were associated 

with planned user stories and requests.  

• 17% of the total USPs were associated 

with defects from the backlog.

N/A

fi 
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Organizational Maturity Assessment

Measure IV&V Observations

The Organizational Maturity Assessment (OMA) is updated on a bi-monthly basis. IV&V currently planning for the next OMA in March

2021.

fi 
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IV&V Rating Scales

This appendix provides the details of each finding and recommendation identified by IV&V. Project stakeholders are 

encouraged to review the findings and recommendations log details as needed.

• See Findings and Recommendations Log (provided under separate cover)

• IV&V Assessment Category Rating Definitions

The assessment category is not under control as there are serious problems with resources, schedule, or scope. A plan 

to get back on track is needed.

The assessment category’s risks and issues pose significant challenges and require immediate mitigation and/or 

escalation. The project’s ability to complete critical tasks and/or meet the project’s objectives is compromised and is 

preventing the project from progressing forward.

Significant schedule issues exist (> 60 days late). Milestone and task completion dates will need to be re-planned.

Executive management and/or project sponsorship attention is required to bring the assessment category under control.

The assessment category is under control but also actively addressing resource, schedule or scope challenges that have 

arisen. There is a clear plan to get back on track. 

The assessment category’s risk and/or issues have been identified, and further mitigation is required to facilitate forward 

progress. The known impact of potential risks and known issues are likely to jeopardize the assessment category.

Schedule issues are emerging ( > 30 days but < 60 days late).

Project Leadership attention is required to ensure the assessment category is under control.

The assessment category is under control and the current scope can be delivered within the current schedule.

The assessment category’s risks and issues have been identified, and mitigation activities are effective. The overall 

impact of risk and issues is minimal.

The assessment category is proceeding according to plan (< 30 days late).

R

Y

G

fi 



www.publicconsultinggroup.com

Appendix A

27

Finding Criticality Ratings

Criticality 

Rating
Definition

A high rating is assigned if there is a possibility of substantial impact to product quality, scope, cost, or 

schedule. A major disruption is likely, and the consequences would be unacceptable. A different approach 

is required. Mitigation strategies should be evaluated and acted upon immediately.

A medium rating is assigned if there is a possibility of moderate impact to product quality, scope, cost, or 

schedule. Some disruption is likely, and a different approach may be required. Mitigation strategies should 

be implemented as soon as feasible.

A low rating is assigned if there is a possibility of slight impact to product quality, scope, cost, or schedule. 

Minimal disruption is likely, and some oversight is most likely needed to ensure that the risk remains low. 

Mitigation strategies should be considered for implementation when possible.
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Inputs

This appendix identifies the artifacts and activities that serve as the basis for the IV&V observations.

Meetings attended during the February 2021 

reporting period:
1. Daily Scrum Meetings (selected)

2. Twice Weekly RSM Issues Meeting

3. Weekly BHA-ITS Project Status Meeting

4. Bi-Weekly Check-in: CAMHD

5. Bi-Weekly Check-in: DDD

6. BHA IAPDU Planning Meeting

7. IV&V Draft IV&V Status Review Meeting with DOH

8. IV&V Draft IV&V Status Review Meeting with RSM 

and DOH

Eclipse IV&V® Base Standards and 

Checklists

Artifacts reviewed during the February 2021 

reporting period:
1. Daily Scrum Notes (selected)

2. Twice Weekly Issues Meeting Notes (selected)

3. Root Cause Analysis Worksheet

Document 
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Project Trends

Trend: Overall Project Health

Process Area
2020-2021

May Jun Jul Aug Sep Oct Nov Dec Jan Feb

User Story Validation

Test Practice Validation

Sprint Planning

Release / Deployment Planning

OJT and KT Sessions

Targeted KT

Project Performance Metrics

Organizational Maturity Metrics

General Project Management

Total Open Findings 6 6 6 7 7 10 11 11 10 11

Issue - high 0 0 0 0 0 0 0 0 4 4

Issue - medium 0 0 0 1 2 2 4 4 0 0

Issue - low 1 1 1 0 0 0 0 0 0 0

Risk - high 1 0 1 0 0 0 0 0 0 0

Risk - medium 0 2 2 3 3 3 2 2 2 2

Risk - low 3 2 1 0 0 0 3 3 4 4

Preliminary Concern 1 1 1 3 3 5 2 2 0 1

Ii 
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